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« « + « The 27th meeting of the CIA Career Council convened at L4:00
p.m., 24 May 1956, in the DCI Conference Room, Administration Building, with
Mr. Harrison G. Reynolds, Director of Personnel, presiding. The Heads of Career

Services and Operating Officials were guests at this speclal meeting . . . .

MR, REYNOIDS: The meeting will please come to order.

We will dispense with the usual reading of the minutes of the
previous meeting and will proceed to the business of this special meeting.

The Career Council has lnvited you here today, and it 1s nice you
could come, because we need your help in these matters. We are golng to discuss
an Ageucy-wide career planning program which was first introduced on the 26th of
January when Mr. Kirkpatrick suggested that the Council recelve a_presentation
analyzing what is being done in the various components on the subject of career
plenning, and that the Council teke a careful look et it and decide if enough is
being done or if further steps should be taken to lmprove career management in the
Agency.

The Council requested the Heads of Career Services to submit infor-
mation on the policies and accomplishments in regard to career planning for in-
dividuels in their respective Career Services. These reports were submitted to the
Council and all members of the Council were very much pleased because s great deal
more had been done slong these lines then had been expected, and some offices were
doing a particularly outstending job in their career planning for their people.
These reports also included valusble comments and suggestions so that the O0ffice of
Personnel could carry on its work more efficiently.

We then scheduled for ourselves a series of meetlngs to discuse an
Agency-wide program. As & result of these discussions, we have come up with some
proposed baesic principles and procedures which we wish to discuss today. We need
your opinions, suggestions and eriticisms. So please feel free to express what
you think. As this meeting is informal I would suggest that you please identify
yourself to the reporter, and interrupt a speaker if you have a question - rather
than wait for a question-and-snswer period - because we try to get thesge meetings
over promptly in one hour.

Some of the questions that we should answer at this meeting are:
(1) Is there a need for career planning in ell the Services? (2) Do we want &
uniform system? (3) Are the policles and procedures proposed in this Staff Study

gound, and will they meet the needs of your Service?

1
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During my ebsence this winter, Mr. Kirkpatrick, the Inspector General,
presided as Chairman of the Council, and most of this work was done during his
cheirmanship. I am going to ask him, therefore, to pleese head this off, on the
need, purpose, theory and practice of career planning in the Agency.

MR, KIRKPATRICK: Thank you, Herry.

When I looked at that assigned asgenda and sew the title that I was
supposed to speak about, the principal question that came %o my mind was what all
these others were going to talk about when I hed finished!

A little background ie important to help you understend the philosophy
the Council hés fought over for a period of weeks, starting out with the subject of
career planning and ending up with what is called a "Career Preference Outline." I
think that particular change is very significant in itself.

The key to any successful organization, to my mind, regardless of
wvhether it 1s an sutomobile manufacturer or an Army or e football team or an in-
telligence orgenization, is having the right man in the right plece at the right
time. I think it goes without saying that in the automobile industry you wouldn't
have a public relations officer on the aésembly line or a mechanic in your public
relations office, and neither on the football team would you have a quarterback
playing guard or a guard playing tackle. In an intelligence organization we trust
you would not have a highly qualified researcher in economics handling an egent in
Berlin, or a Chinesé-speaking case officer in the Industrial Registry.

Now this Agency, in my mind, has gone through three periods of- de-
velopment which fit rather neatly into specific periods of time. Between 1946 and
1950 the Agency was in the process of development and organization. Missions and
functions were worked out in the intelligence community. It was a period of growth.
It was a period of triasl and error. The period of 1950 to 1953 was one in which we
were in a wartime emergency situation. We were required to recruit at great repidity,
to ebsorb personnel as quickly as we could, and to try to accomplish the impossible.
From 1953 on we have been in a period of relative stability, in which the Agency
has established for itself a ceiling both as far as the flnances are concerned and
as far as personnel are concerned. Now the establishment of a ceiling for personnel
by its very nature has placed a new premium on personnel management in the Agency,
and by "personnel menagement" I not only mean the recruiting, the placement, the
training, the reassignment, the promotion, etc., of individuels, but also the vitally

important work of the supervisor in acquiring knowledge, which only supervisors can
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acquire, of the individuals' capabilities and potentialities for future use in the
Agency. And this is the question and what we are talking sbout today on the subject
of career planning.

Perhaps it would be most useful to start off by telling you what we
DON'T mean by career planning. Now I think it's part of the great American ideology
that every mother thinks her son can grow up to be President and her daughter a
lesder smong women, but it's a gimple fact of life that some men are qualified to
be President while others are probably not qualified for more than thelr chauffeurs;
and some women may well go up the professional ladder to a high estate, but others
are not gualified to go much further then file clerks or typists. This is & very
important aspect for the sound management of any organization, and one it is ex-
tremely important that we recognize. To use a case in point, every month the Per-
sonnel Office prepares a book of the separation interviews with the employees
leaving the Agency, and every month you will find that a very large proportion of
thet book desls with the separation reports of girls that are leaving the Agency
either for matrimony or motherhood. There is a large proportion of these. Now
career planning obviously does not apply here.

As a second example that career planning will epply to a very limited
degree to e great number of persons in the Agency, if somebody is quelified by
training end nature and sptitude, and likes economic research, obviously it's not
to the best interest of the Agency to suldenly switch him to something completely
contrary. An suditor is another example of a career which is in a fairly narrow
line. A supply specialist is a third. And you could go on down a very long list
of classifications of jobs in the Agency and find that, generally speaking, many
of the careers will be fairly narrow. Now this is not to say that these will not
involve overseas service for many of these people, and training for many of these
peoplé, but with those particular qualificetions you have e large segment of
careers within the Agency that are very narrow in nature.

Now the very important group that we want to deal with in career
planning and in career preference is a double group which the Agency must compre-
hend and must deal with at e very early date. The first group is the most
importent - the potential executives and that group of individusls that esre quali-
fied to move into more senior positions and who by nature of their abilities should
have careers sheped for them which will emsble them to move into other parts of the

Agency to broaden their career, to acquire greater knowledge of the bagic facts of
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the Agency. We should recognize, however, that there are few really qualified for
executive positions, and we should not try to push a large number lnto executive-
typ.e training, because although many mey essume that they are gqualified to be
executives, in actuslity there are few who are really capable of that. We should
8lso recognize that it is absolutely essential in this Career Preference Outline
‘that the individual be frankly and fully advised as to whether he has hopes and
expectations far above his actual potentiel. If this is not done, the system it-
self will be not only dangercus but potentially a fallure.

| Now the second large group of individuals within the Agency that it
is equally important that we deal with promptly and work out outlines for career
development is the excellent group of junlor officers that are coming into the
Agency through the Junior Officer Trainee Progrem, and who are all chosen from
college graduastes because they look like potential executives, and because they
have broad end highly qualified backgrounds, and it is important that the careers
for these people be developed.

You will note, if you have read the Staff Study which w;ras prepared
and looked at the Career Preference Qutline, that we have selected a grade group
with which to start. This should not preclude those offices which can do it from
attempting to work other Career Outlines into the program.

I'd 1like to conclude with just four simple statements of what the
Career Preference Outline is, prefacing that by the statement that we ended up
calling this a "Career Preference Outline" rather than a "cereer plan" so that
there would be no implication of any obligation on the part of the Agency that be-
ceuse an individuasl indicated what his career was to be, the Agency would necessar-
11y fulfill it exactly as he wigshed it. I think it is most important that all
menbers of the Career Staff recognize this, because I think a fundamental key to
the success of this Agency is to maintein a flexibility in the utilization of its
personnel, end we must maintain that not only for use in emergencles but also to
meke sure that everybody is put in the job for which they are best qualified. So
I would say that you should look on the Career Preference Outline as: (1) a state-
ment by the individuel of what his preference would be as to a career; (2) a tool
for the Career Service Boerd and the supervisors to use in working out a general,
long-term plen for the use of the individual; (3) an indication to the Agency at
the top level of the Personnel Office and the Career Service Boards of the manpower

potential that we have and the sbilities that these people have; and, finally, an
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sssurance to the individuals that their careers will be given due considerstion and
will be worked out as best can be done. I think the true criteris for a successful
career progrem is to see that every individual in the Agency is used where he is
most qualified, where the Agency bemefits most by hls use, and where the individual
is happiest.

MR. REYNCIDS: Thank you, Kirk.

We have a minute for any questions you want to ask, but I would rather
wait until s little later when the other office plans come out, and then I think you
may have some questions to ask Kirk.

25X1A9A Mr. : who is the Executive Director of the Career Council
and the Deputy Director of Personnel for Planning and Development, will explain this
chart to you. It is not as obscure as the one I once had on & platform, as some of
you will remember. Go ahead, Rud.
25X1A9A MR, I:I My remarks will be quite brief. Before I explain this chart
25X1 I'd like to read from Regule,tion|:| We aren't bound by regulations, but we
heve written this reguletion and until it is changed we can consider ourselves re-
sponsive to it. This regulation places responsibility upon the Heads of Career
Services [ reading from Staff St.udy_7 "to plen the utilization and development of
merbers of their Service, including their training, assigoment, rotation, and ad-
vancement; and to plan the rotation and reassignment of members of their Service so
as to ensble the Career Service to meet long-range personnel requirements through
orderly processes."

This chert is a schematic representation of this Staff Study, in a
sense, and from this line up / indicating_/ ell the responsibilities are with the
Career Service and with the Operating Officiels. In other words, it is the respon-
sibility of the Head of the Career Service to initiate the career planning exercise
for the individual; and he decides who should be brought intoc the career planning
exercise, how it should be done, and with whom the individual will counsel.

Before I go eny further with the chart, however, I'da like to sa&
that the Career Council has devised this system after receiving the reports of all
the Heads of Career Services - which Mr. Reynolds mentioned ~ to provide whatever
flexibility 1s needed within a particular Service. The Council believes that this
system as proposed provides the nece;sary flexibility, snd that is why the respon-

sibility rests with the Head of the Career Service - he initiates this and he sends
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it to the person for whom career planning has been brought to the front of the
stove, as 1t were, end this person can expect to recelve counseling from whom-
soever the Head of the Career Service directs - in our schematic representation
here, the training officer, the career management officer, and the supervisor.
And those individuels, presumably et the direction of the Head of the Career
Service, are responsible for counseling the employee on how to prepare his plan,
what might be in store for him, and what sort of things his capabilities will per-
mit him to anticipate.

The individusl states his preferences in Part I of the Career
Preference Outline, snd this red line here / indicating on chart_/ from the Head
of the Career Service through Part I goes to the individual who is working on
Part I. Part II does not go to the individual but goes around the individual to
the supervisor. Part II is that part of the Career Preference Outline whiéh permits
the supervisor to register his comments - his response to the stated preferences
of the individual. Both Parts I and II go to the Career Service, where the Career
Bosrd or Career Panel, or whatever it ig called in the particular Service - review
it, study it, and decide what 1is practical and feasible, the timing of i%t, and to
what extent the individual will be counseled .as to the practicability and feasibility
of his desires. The original or the copy of it - it mekes no difference which one -
is kept by the Career Service - which is whet this file cabinet typifies on this
chart; in other words, each Career Service keeps a file and e register of the
career plans of the persons for whom Career Preference Outlines have been prepared
in that Career Service.

Now this blue line on the chart does not mean the form itself but
information and advice back to the Head of the Career Service, because you will
remenber that the Boards and Panels are edvisory to the Head of the Career Service.
8o the Head of the Career Service receives his advice - on the basis of this
individual's plan - from this Board or Panel.

When completed this Career Preference Outline is sent to the Office
of Personmel. The Office of Personnel does not come into this until after the
completion of the Career Preference Outline. The Office of Personnel ensures this
Career Preference Outline is filed, this being an official document at this point,
because, a&s you know, there are various regulations yrhich provide that official
documents with respect to people shell be filed and safeguarded by the Office of

Personnel in the Officisl Personnel Folder. And on its way through the Office of
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Personnel in this process, data can be taken off in respouse to the needs of the
Agency, so that when the Head of a Career Service or when the Director of Training,
for example, or when the Director or the Inspector General, or whoever is
authorized, mekes & request with respect to a long-range requirement - to teske s
theoretical case: what is the capacity of the Agency to inltlate & particular
project within the next two yesrs - then, on the basig of these things the Office
of Personnel through a machine records device can answer these requirements.

MR. REYNOLDS: Thank you, Rud. 25X1A9A

| ‘ would you be good enough to tell the guests here

about the career planning in your Communications Career Service?

| Well, I think it's relstively simple because of

our dlstinct categories of individusls: radio operators, communicetors, engineers,
technical personnel, etc. It's done in three steps: the expressed desire of the
individual, the comments and recommendations of hls supervisors all the way up
through the chain, and the action of the Career Service Board. The strength of the
Office is sbout | | of which sbout five-eighths are overseas. Six months before
their tour is up the people overseas fill out what we call a "Home Leave & Re-
assignment Request", which is substantially the same es this Cereer Preference Out-
line. It contains a statement of "What I have been doing" and "what I went to do."
Also, it contains the comments of the supervisor as to how well the individual hes
done it, and whet he thinks the individuel is qualified for. That comes back and
is considered by the division or the staff that has responsibility for the in-
dividusl. ALl of these|  |people are the responsibility of one of the staffs
or divisions to consider their rotation, promotion, assignment and training. Each
of them, then, has & parent component in the Office. The radio operator is the
responsibility of the Operations and Treining Division, and when his Home Leave and
Reassignment Request comes in it is considered in thet particular Division, and
recommendetions are made fo the Career Service Board as to what the individual will
do after he comes back from oversgeas.

The Career Service Board meets twice a week - two afternoons a week - -
to consider rotations, promotions, assignments and training.

Now it is almost impossible to plan a career for the junior members
of the Office mére then one tour in asdvence. Things change so much that it is not
possible to do much more than thet. But out of those juniors pretty soon people

begin to stend out as potential commmnicetion officers, and people with great

T
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potential. These are earmarked in the minds of their supervisor, and also in their
records, and to them go more rapid promotions and assignments of greater respon-
sibility. Every individual is considered - no cone is missed, including the clerical.
And each of these divisions and staffs have thelr own junior career development.
The introduction of this Career Preference Outline will enhance
this because it contains more information then our Home Leave & Reassignment Re-
quest, which comes only from overseas because the people at home are counseled by
thelr supervisors end their statements of preferences are actually mede verbelly
to their supervisors.
I think that is it, in a nutshell.
25X9A2 MR. REYNOIDS: Thank you, sir. Does anyone have a question for General

[ [TWo response. ]

25X1A9A I will now ask Mr. :lto describe the career planning in his
FI Career Service.

25X1A9A MR. |:| Well, Harry, ours is essentlally the system that Rud
polnted out, with one or two differences in emphasis. The principal difference in
emphasis that we have is that we start out by bullding up the group of people who

will manage the Career Service im the FI system, and I believe this is true in

25X1A9,:| system, too. We have a group of consultants whom we brief to work

on career planning, and they carry most of the work in this system of ours. Now
Ve
25X1A9Anis group of people, such as }

25X1A9A | - people with years of service in

the intelligence business end who know what is required of an intelligence officer,
are, in other words, the backbone of this system. And I have met vith the FI
groups and this is the picture / indicating on chart_/ of me talking to them and
giving them & little briefing. So that is the besis upon which we work. We have
operated under the same grade classifications, the 11's and 12's, and we make our
selection of people to be briefed from the machine listings. We start out with
people who are in the United States becsuse we consider that trying to transfer
this system overseas and brief all the station chlefs end get their participation
would be slmost impossible. We also feel that people don't need a career plan very
often. They need one that will last them about five years, and if we get around
to it wilthin two or three years we are quite satisfied.

So we pick our people while they are here either on PCS or on

temporary duty, and that men is then notified, end then we get a group of them in
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and they are briefed as to what they are expected to do. Our system, then, starts
out with the man drefting his own idea of a plan. The man is this little fellow
in blue on this chart - or some étrange color. He drafts his own plsn, with the
assistance of his supervisor. This plen is then passed from the Panel of Consultants,
which is much larger than the names I Just listed, to a small group of consultaﬁts
who will work on this one plan. They then pass the plan around among themselves.
Then we hold & meeting at which John Doe is present, which is attended by the senior
consultants, the career management officer, the administrative officer and our
training officer, and we end up with a single plan.

There is one significant difference between our plen and the one
thet Rud proposed - and one that I would recommend - and that is that we end up with
one plece of paper rather than two, because I think if you have errived at a
decision and decided that it is going to be this way then it's most essential that
the men know what the plan is and that his plan not be there in the book face to
face with somebody else's idea sbout it. So when we cut the plan back to fit the
man's cepebilities--which we do, recognizing the points that Lyman Kirkpatrick mede--
he is then notified that he is not going to do this, that, or the other, and thet he
will have to be satisfied with whet we think is best for him.

As far as the other principles that are set forth in the Staff Study
are concerned, we go along with them and have applied them. We don't consider that
these plans in sny sense represent a commitment on the part of the Service to send
a man to school or give him a particular overseas assigoment or a particular staff
assignment. They are basically suggestive, and a;re used whenever personnel actions
come up as guldsnce to our own Cereer Papel.

MR. REYNOLDS: You show this plen to the men, do you,[ | 25X1
25X1A9A MRl:l Yes. He knows what comes out of the mill, and it is
greatly altered in many cases from what he would come forth with himself.

I might say that so far the chief benefits we have found have been
that we have been able to stimulete ambition on the part of certain people who
otherwise would sit around. Secondly, I think the people who have attended these
meetings - the individuals themselves - have reacted very well. They are greatly
pleased that they are called 1n, and that thelr own career problems and ambitions
are reviewed by people who are acknowledged to be senlor and capaeble in our
business.

We have one little chart here which 1s just to remind you of the

facts of 1life. These are the stumbling blocks to career planning: shortage of
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personnel, surplus people, different requirements for headquarters and the field,
desire for rotation on the pert of people who shouldn't rotate, requirements for
training when you don't have time for trasining, field emergencies, and shifting
requirements. So no plan that includes as many people as we have, could be any-
thing near idesl. All we have to do is to encourage them to come along.

25X1A9A MR. REYNOLDS: Any questions of Mr. |:| - beceuse this plan of his
is in operation aend working very well, indeed, and this Career Council must decide
whether his one sheet of peper or our proposed two sheets of paper is the best.

25X1A9A MR.[ | Harry, the system that we use was deliberately designed to
be substantially the same as the FI. There really isn't any difference in our
systems, and I think they're running along very well. I think the philosophy that

25X1 [__|bas outlined here is & good and humene end worksble philosophy. It is a

bit slow going but I concede it is better to do it slow and right than to do it
fast and teke some unpleasant consequences as a result.

I do like the idea of the "Career Preference" terminology, es
distinguished from the "career plan" terminclogy. It's much more fitted to the
facts of life. And I would like, particularly on my own part, to endorse Gordon's
view that this should all be on one plece of paper, and that everything that is
in the career plen, including - and especially including the comments of the
supervisor - be known to the poor guy whose career is being planned. And we have
opportunity in our new style Fitness Report for supervisors to say whatever it is
they went to say ebout people. But I think for the purpose of career planning

what the supervisor has to say is of great legitimate interest to the subject of
the plan. ' 25X1A9A

MR. REYNOLDS: Are there any other questions of Mr.| |

MR. SAUNDERS: How many pecple does it require to do this?

25X1A9A MR, We're up to about 35 conmsultants, aren't we, Bob?

MR. We have a total of 62 of the senior FI division and staff

officers.

MR. SAUNDERS: They are employed on it part-time?

25X1A9A MR.[ | On call.
MR. SAUNDERS: How many does it take to really write up these plans and

keep a record of them, and change them constently, etc.? How many people 4o you

heve doing that?

10

Approved For Release ZOOyMMDPWO



Approved For Release 2003/01/27 : CIA-RDP80-01826R000700170001-0

i =
25X1A9A MR.I:I Three. 25X1A9A 25X1ASA
MR. SAUNDERS: | I- how many do you have?

One full time - a clerk.

25X1A9A MR, | And the three people we have, have other duties.
MR. SAUNDERS: That is in addition to your treining officer and your
career management officer?
25X1A9A MR. |:|: The three people consist of the cereer management
assistant, the career management officer, who is also the Personnel Officer of
the Division, and a clerk. We only have three people from the Personnel Division

in e whole staff of some |:| people. 25X9A2
MR. CAREY: How much time do they spend with your people?

25X1A9A MR. Up to a couple of hours. We have slicked it down a good

deal since we got started with this group briefing. We found we can consolidate
some things and speed it along.

MR. CAREY: But your group couldn't discuss plens with more than one

at a time.

25X1A9A MR. D No, but the group will sometimes take several in
succession.

25X1A9%A MR. I:I Each Monday afternoon we take four plans and that

usually involves two sets of three consultants each. We try not to take too much
time of a consultant because of his duties on other activities.
MR, REYNOIDS: A rough rule of thumb which we have drawn up on the time,
Ed, is two man-days per men per yeer on a Career Preference Outline. That is
roughly it. It's awfully hard to figure, but that is as far as we could figure it.
DR. KENT: Have eny of these plans been long enough on paper to become
acted on? And, if so, what percent turn out to be wisely chosen and what percent

come to naught because of the stumbling blocks which Mr.|:|mentioned? 25X1
25X1A9A

d That is e hard question to answer because it

veries so much. You have a plan for a men to go to a station in South America,
but the priority is such that he is wanted for the Middle East, so he goes to the
Middle Esst and not to Latin Americe. When you get higher up into GS-1ll's and
above - 1f DD/P doesn't throw us a sudden project that calls for & change - the
plans are slmost all fulfilled.

MR. BATRD: I can answer that question specifically. We are now review-

ing the 1955 plans - the second year, and in 1955 wve implemented the agreed upon

1
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plaen for individuals for T79% of the agreement, in spite of the celling in the
sunmer and fall of 1955.
MR. REYNOIDS: Any further questions? [/ No response._/

If not, I'd like to ask Mr. Sheldon if he will give us a description
of the career planning in the Office of Current Intelligence.

MR. SHELDON: About & year and a half ago we put a plan into effect on
what I would describe as a "miniature" basis, very comparasble to the plan that
is proposed to the Career Council at this time. Now we put it in first on &
voluntary besis. We asked everybody in the Office if they would put down on paper
what their short-term, medium-term and long-range wishes were. As a result of
thet we got 80 pieces of paper out of approximatelylzlpeople on duty. We find 25X9A2
on g contimuing basis that that is ebout the numbers of pieces of paper thé.t we
continuously have under review. In other words, more stimulation is required,
and a formal procedure is required, such as is now contemplated, to bring more
people into the career planning arena. As a result of our having started this, in
a year end a half we have taken action on 68 of the files presented to us.

Now I am not golng to suggest for s minute that the procedure is
successful. There is an impression I would get from listening to the ofher presen-
tations that the whole program works very well. Personally, as far as our experi-
ment is concerned, I don't belleve it has worked at all satisfactorily because we
still have to negotiate individually on every single change of assignment, every
rotation, every particular piece of training that is proposed by the individual
and that is valid and worth negotisting on. What I mean is that no system has as
yet been tried within the Agency as & whole which breaks down the barriers which
exist between the various components of the Agency as far as moving people from
one place to another is concerned, and I'm not at all certain that the overall
program proposed will be effective in that field elther. I think it's well worth
trying. I'm not at all certain that we don't have to do a lot of other things
before we are going to reasonasbly satisfy the expectations at least of worthy people
in the Agency. There is not one single case out of the 68 that we have brought
sbout, that was brought sbout through what I would call "official channels." And
T think thaet is & commentary on the overall set-up.

Now I don't have any panaceas to suggest. I think when we all face
the basic rigidity of the pseudo-Civil Service system, we are going to continuously

run up against problems of who can fit into what slot, etc. And I have spoken at
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length to Rud and others on that problem, and until we get greater flexibility in
placing people in other parts of the Agency, without the narrow restrictions that
are imposed on us on job descriptions and actual slottings, I don't think we will
ever successfully have a decent moving and well oiled Career Service machine.

MR. REYNOLDS: Any comment or questions?

25X1A9A | Isn't that the philosophy that was used, and isn't the

philosophy put forth in this Staff Study slightly different in that you now con-
slder internsl training, and on-the-job training, and internal rotation, etc.,
as part of the career development?

MR. KIRKPATRICK: Well, I think, Jean, that there was originelly a
philosophy abroad in the Agency on the subject of rotation which would have had
more whirling dervishes involved, and I think what [ |is getting at is how does 25X
somebody in OCI who would like overseas service with the DD/P accompligh that by
filling out a Career Preference Outline.

MR. SHEIDON: You won't accomplish it thaet way.

MR. KIRKPATRICK: You won't accomplish it but at least you take the first
step: you let it be known that is what you would desire. The mechanics have not
been explained in detall here, how the OCI Board or the DD/I Career Service Board
will pass it to the DD/P Board to see if the potentiality exists, but I think that
mechanism can be worked out.

MR. SHEIDON: I think it's available to work it out but it isn't working.
In other words, there should be exchanges of lists and careful study given to sort
of a broker's market - the buying and selling of bodles.

MR, KIRKPATRICK: I think it's a mechanic which can be accomplished but
it can't be done quickly or easily. You can't maintain compertmentastion and at
the seame time have widespréad rotation - they are inconsistent. It's something we
are on the road for but I wouldn't hold the hope out to your pecple that overnight
they're going to be moving into the overseas areas by any larger pumbers than maybe
one or two a year.

MR, SHELDON: We made that very plasin to them, that that 1s ﬁo‘c really
one of the things they could set their hearts on. It just isn't going to work
that way. But there are various arees where I think that might be worked out.

MR. REYNOIDS: Any further questions of Mr. Sheldon?

MR. SHELDON: I might add just one thing, and that is were there any

DD/I vote to be added to the table today, it would be in accord with the objectives
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which are set forth in the Staff Study. I was simply teking sdvantage of this

forum to voice a few little reservsations.

25X1A9A MR. REYNOLDS: Yes, Mrl:l

25X1A9A MR. : Would it be possible after this is in effect to get a

machine run of those people who are in offices not offering overseas opportunities
but who would be interested in transferriﬁg to an office offering overseas asslgn-
ment opportunities? And if we got such a list of people, would we be going through
the Career Service Boards or would we be going through command chennels to have
those people released to us at least for an interview.

MR. REYNOLDS: To answer your first question, our machine run is not
Agency wide. 1In the future it may well be, because we're trying to add to our
machine checks now.

25X1A9A MR.[____ ]| The mechenics are aveilable. It's only a question of agree-

ment of authority as to what extent that can be done. But it's perfectly possible
to do it, from a mechanical point of view.

MR. REYNOIDS: To the second question I would say it's a combination of
both commsnd channels and Career Service channels. The command channels certainly

would have to gpprove a request.

MR. So far we have been completely stymied by commend channels.
25X1A9A

MR. On the matter of overseas service, at least in the Clan-

destine Services, it is certainly my impression thaet we can usually mansge with
quite young people if they want to start out and learn & language and then go
overseas and do the business. But we have an increasingly difficult time as the
years go by, and for a person age 30 1t's a little bit tougher than for someone who
is 25, and at 35 and 40 it's almost impossible for us to place our own people over-
seas, unless they have had sound experience and learned the game by that time.
25X1 There are, however, |:| as you know, a number of posts that might
be managed by such pecple, but it isn't anything that would call for a machine run
to give you that informetion.
MR. SHEIDON: It will still remein on a negotiasted basis.
25X1A9A N[Rl:l An ewful lot of this negotiation is private enterprise.
People who sit in your area desks get in touch with our area desk and they make
these little "deals", and the first thing you know about it is that your guy is
éone and we have & new fellow who just popped up on our side, and that is the first

we know about it.
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MR. SHELDON: I have statistics on that. / Laughter /

MR. REYNOIDS: There is one place that hears about it even later than
that, and that is the Personnel Office. They don't ever hear about it.

Any further questions? / No response. /

Mr. Baird, will you tell us about the Training Career Service?

MR, BAIRD: Well, Harry, I will try to touch only on those things not
already covered. Our system is relatively the same as those announced. I do feel
there is a most importent by-product of what I still like to call a "career devel-
opment plen," and that is to use this whole system as a tool of supervisory man-
agement. And I strongly endorse, and will certainly continue to do so in my Office
unless I'm ordered otherwise, that the plan be shown to the individual, because
we have found that tbis is one of the most useful tools we have ever been able to
devise in the Office, end until this was instituted we had supervisors that actually
never discussed the development of thelr employees with their employees. And it
is most important that the plan get right back through the same channels that it
went up: supervisor to division chief to career management to the Cereer Service
Board, and right down through the same chennels. I think we will find it, as I
say, e most useful by-product.

We also stress, three or four times in the plan, that the individual's
plan has a nunber three priority. I think you have to keep hammering on that, that
the first priority is the needs of the Agency, the second priority is the demands
the Agency mekes on the Office of Tralning, and the individual has the third
priority.

T admit, also, that there is considerable selfishness on my part
on the career development plans of the individuels in the Office of Training who
heve en OTR Career Designstion. I would like to find good people for use in the
Agency because it's to my advantage to have somebody near the DCI or the DD/S or
the DD/P who has been in the Office of Training at some time, and who is still
friendly with the Office of Training. Also, the career development of the individual
is to meke the Office of Training & better Office. I have no other desire on the
part of OTR designees than to make them better instructors. These plans are for
the instructors who wish to make their contribution over the long heul to the
Agency or the Government by teaching, and the whole development of those teachers
is to mske them better teachers, end the large numbers of people who support the

teachers - on the same basis.
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Now I haeve in my Office of Tralning career development system a
very difficult problem. The only wey that I can make better egchers in the
Operations School 1s to heve them take periodic epssignments in the DD/P area or
the DD/I area, end, to a lesser extent, the DD/S aresa. I will not ellow a man
to teach and teach end teach, if it's humanly possible to get him out of the
Office. I want him out of the Office of Treining once in five years, and preferably
twice, and in a ten-year period he should heve an overseas ssslignment in the DD/P
and e headquarters assignment with the DD/P, for the large majority of them. That
is most difficult to do because it requires that I have replacements while they
are doing it. I also call your attention to the fact that anything like this
celling on positions 1s a blow below the belt at career development. It's almost
impossible to "career develop" your people and at the same time expect them to be
productive.

I think that is a1l I have to add.

MR, REYNOILDS: Any questions?

MR. KIRKPATRICK: I don't understand Mr. Baird's last statement. Could
you emplify on it? Why is it impossible to make somebody "productive" while hie
career is being developed?

MR. BAIRD: I am talking about the production of the Office that I have
responsibility for. The most important career development aspect of any instructor,
particularly in the Operations School or for the DD/P, is to have him take periodic
assignments withlin the DD/P. But while he has en assignment within the DD/P he is
not producing for the Office of Training.

MR. REYNOLDS: Have you any thoughts about the two pleces of paper as
against one plece of paper?

MR. BAIRD: I agein endorse the one piece of paper. We have been able

to carry it out for the past 18 months with one piece of paper.

25X1A9A | | Just speaking from the pure mechanics of it - he

has to go look up a regulation to see how it ie done. Actually, in my Office
there is no single piece of paper - it's a dossier on the individual that is built
up over a period of time, and that is always svalleble to the Career Service Board
when a rotation, promotién or reassignment sction takes place. You cen show one
plece of pasper to an individual when a plan is disclosed to him by his supervisor
and discussed and modified, not on a certain time basis but whenever it comes up.

The only reason I can see for the two pieces of paper 1s because the instructions
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can be on the back of the form for the individual as to how to fill it out.
25X1A9A

MR. REYNOLDS: | L will you describe the planning in the

Central Reference Career Sérvice?

25X1A9A | | Yes, six.
The time is running short so I will Just give a brief outline. I

think unknowingly we have subscribed to the philosophy of this recent Staff Study,
without having formalized it all the way by having s piece of paper in sdvance.

For instance, we have 24 10-year plans in effect. Some of them have been partislly
executed. We have had three people on the Junior Career Development Program - one
of them is overseas, one of them resigned, and one of them is awaiting assignment.
We heve occupied three career development slots. We have had 24 long-term rotation
plans. And here is a point that hasn't been brought up, insofar as training 1s
concerned this new program would put it in the future. We haven't done that but in
the last fiscal year, for instance, we have had 58% of our pecple take training
which wes directly related to their jobs; in other words, the clerks go to typist
schools, our IBM people go to IBM schools, and so on down the line. T think that
is an important part which this Career Preference Outline will point out, so that
you can tell somebody thet you intend to send them to an advanced school six

months or a year from nov.

Another thing that hasn't been brought out, which we have used to
great advantage, and I think it's probably just e matter of working out the mechanics,
and that is in the filling of vacancies. Last year we filled'jvacancies in ouz2 5X9A2
Office from within. To fill those vacancies we actually edvertised that the positions
were svailsble. We circularize those to the various division chiefs and receive
nominations, and then the Career Service Board reviews not only the preference of
the individual but the quaiifications of the individusl, and I think that that does
a greet deal to further career development of people who are too often stuck in a
job that they can't get out of. So I merely offer that as a proposal that might
be considered, the "advertising" of positions, the receiving of epplicatlons, the
reviewing of the applications, and then a Board passing final Judgment. Also, we
do the same thing when someone wants a release. We do not hold up a release. We
advertise that Mr. Smith, with the following qualifications, wants a release, and
then we circularize that to see if someone has a job for which he would be suited
and which would meke him of velue to that particular office at that time. Failing

in that attempt, then we do grant him a release and gend it on over to Personnel.
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Those are just some of the points which I didn't think had been
brought up. But all in all we feel that this is a step in the right dlrection,

and we fully subscribe to the philoscphy behind this particular Staff Study.

MR. REYNOLDS: Thank you, Jean. Any questions for| |  25X1A9A

/[ Wo response._/

Is there anyone who feels that there is no necessity for career

planning in their own Service or in a Service that they are concerned with? That
is one of the principal guestions that I read to you when we started this meeting.
DR. KENT: Mr. Chairmen, in my smell Office I think we can conduct this
progrem just as effectively without the Staff Study, for the kind of planning
thet I think the Cereer Council has in mind. I have had many of the same exper-
iences that Mr. Sheldon had, in that we have wanted to get more of our people on
overseas assignments than we have been able to, and those we did get on overseas
asslgnments we made those arrangements on a negotiated basls with the DD/P people.
MR. REYNOIDS: I would think that was perfectly valid in the case of
ONE, wouldn't you, Kirk?
MR. KIRKPATRICK: Yes.
25X1A9A I:I I have a similar situation with regard to the auditors.
I have & specialist class. We rotate them overseas and I train them in different
divisions of my Office, but I don't know where I could put any more career on them
than that.
MR. REYNOIDS: I should think that was also valid.
25X1A%A Yes, 1
25X1A9A |:| We have a situation that is difficult but I can't exactly

eveluate the difficulty and enswer your question the way it is put. Our people

are speclalists. Not all of the people who are in our Staff fgll into our career
or belong to our career, but those who do pbelong to our career are all specialists
at something or else they're in a specialized type of work where they can't be
shifted. For example, you hire & physicist and he wants to practice physics, and
it would be highly improbsble that you would want to make & chemist out of him
or that he would want to practice chemistry. So there's & physicist, and he has
chosen that as his profession. We do have rotations but we handle them on a
straight menagement basis, and plen ghead for them, but I don't think it takes a
very ela.bofate mechanism.

MR, REYNOIDS: Mr. Helms, would you have eny comment on that?

MR. HEIMS: No. I think the subject was well covered this afternocoun.

18

Approved For Release 2003/01/%%
)t . -




Approved For Release 2003/01/27 : CIA-RDP80-01826R000700170001-0

b -

| I think our Office, too, is in the same position as 25X1A9A

[ |mentioned, that of having largely functional specialists from 25X1A9A
geographers on down the line. We have a very small group and we handle them

pretty much on an individual besis. We heve no objection to this plan but we can't

see that it would benefit us.

MR. BAIRD: There is one thing that is inconsistent. It seems to me if
you make & better geographer or a better physicist that is career development.

MR. REYNOIDS: Have you any feeling on that, Ting?

MR. SHEIDON: No, I don't think so. I would reply tol:lthat 25X1A9A
probsbly on a negotisted basis there were certain exchanges possible within our
respective offices and his office and ORR, but those, again, ere internal DD/1
and on & negotisted basis.

MR, REYNOIDS: I think it would be a question that the DD/I would certainly
want to go into pretty carefully.

MR. SHEIDON: What you are saying, in effect, is that to comply with a
whole series of filling out forms and paperwork isn't necessarily going to help
his Office do its job any better. Essentially that may be true; however, I don't
think that he would want to buck against 1t on the DD/I basis over all. I think
it's a question of who is going to get ex-benefit or ex-plus-benefit.

MR. KIRKPATRICK: I think the answer to this all is that obviously
throughout the Agency there are speclalist groups on whom there 1s going to be no
necessity to go through a lot of unnecessary paperwork. On the other hand, we
went to maintain a consistent, across-the-board, one Agency system so we have a
one Agency organization. We are still tugging and hauling & bit emong ourselves
as to whether we are one Agency or an association of allied powers, and I think it's
to all of our benefit thet we be one Agency, still recognizing that we have to have
the necessary compartmentation for security and operstional purposes. But I think
everything said today is still :consistent , and the lest thing in the world I think
anybody in the Careér Council wants is to have these outlines become just another
piece of paper that has to be done on every individual.

MR. REYNOIDS: Absolutely.

Yes, George?

MR. CAREY: 1I'd like to get clarification on paragraph b.(2) of page 6,

where you're giving us guidance - that we start off with grades GS-11 and GS-12 of

members of the Career Staff, while in other parts of the paper you point out that
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this is for everybody and not necessarily just the Career Staff members. What I
would like to know 1s once we get through the GS-11's end 12's is it then open
to the whole field, whether you are Career Staff or not?

MR. REYNOIDS: Our feeling on that, as I recall it, and Kirk will
correct me if I em wrong, because some of this went on when I wasn't here, was
that the 11's and 12's were the important segment in the Agency to start with.

MR. KIRKPATRICK: With three years service or more.

MR. CAREY: But after you finish those then it doesn't say--

MR. KIRKPATRICK: Any way you want to do it. We dldn't specify, because
for some offices 1t would be better to go up the ladder and for others it would be
better to go down.

MR. CAREY: I meen whether they're Career Staff or not.

MR, KIRKPATRICK: I think t}'xe ensver would be do all your Career Staff
first and then do the rest - if you ever get through the Career Staff.

MR. CAREY: It doesn't say "Career Staff" here in this paper.

MR. KIRKPATRICK: The ides would be to do the Career Staeff first, because
there are too many that fall by the wayside before getting into the Career Staff.

MR. SAUNDERS: In paragraph b.(1) it says: "Heads of Career Services may
require Outlines for persons in their Service as considered necessary.”

MR. KTRKPATRICK: We just didn't want to make 1t so tight that it would
bind anybody.

MR. REYNOIDS: We believe in the greatest range of elasticity in this
that we can possibly get.

Now, gentlemen, we normally close our meetings at the end of an
hour. It is now one hour snd five minutes, and I'm golng to take the first two
questions here and assume that they have been answered 1ln the affirmative. Do we
want a uniform system? - that is "yes", I would say. Therefore we will proceed to
see what we can do sbout cutting out the second half of this paper. Question 3:
Are the policies and procedures proposed in this Staff Study sound, and will they
meet the needs of your Services? It seems to be the consensus that the answer to
that is “yes." Any dissenting vote on that?

Is there any other question that you would like to ask any of the
speakers?

MR. CAREY: I would suggest on the two pleces of paper that the instructions

go out and then are thrown away, and the one piece of paper could be filed. That
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would take care of |suggestion. 25X1A9A

o

MR. REYNOIDS: I think we can work that out satisfactorily.

MR. BAIRD: Harry, is it my understanding, then, the individuel boards
can go shead with the plans they have developed as long as it 1s consistent with
Agency policy?

MR. REYNOLDS: Quite right.

25X1A9A MR. |:l The forms for this will be availsble within three weeks.

MR. BAIRD: Whst do we do sbout what we have been doing?

MR, REYNOLDS: Go right shead snd substitute as you go slong, if it will
make it easier to do that.

Any other questions or comments?
25X1A9A MR. [ | Mr. Chalrmsn, I'd like to suggest that this asswiption 2.e.
on page 1 is & very important assumption: '"Individuals end supervisors will
recognize that continuity of career interest and consistently satisfactory per-
formsnce rather than rotation from ares to erea or function to function are basic
in career progression." I'd like to suggest that this statement be placed on the
form as & statement of introduction, or placed with the instructions, so that each
individusl in filling out this form can reed this important assumption.
25X1A9A MR. REYNOIDS: I think that is a very excellent sug,gestion,l:l
and we will see that 1t is done.
Any further questions? / No response. ]

The meeting stande adjourned. Thank you very much, gentlemen, for

coming today.

. . . The meeting adjourned at 5:08 p.m. . « .
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